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COTE FOE OCKfBTITrJS BWJSATICm PANELS 


PREFACE 

This Handbook 5.® for the guidance of Agency personnel %*» 
ar© appoint by Heat* of Carter Services to sto on 
Evaluation. Panola* 

The information preset**!? however, tixv&Ci be of ecraai 
interest to «3JL ^Supoi'visors who vdll participate in the Ca^fcivxve 
Evaluation process end idi© vdll* in tho £ina.». analysis, b-a Xarg'S-.y 

responsibly for its effectiveness* 

The guideline® and. procedures presented are intended to bo 
advisory In nature ratter than regulatory* It is realised that 
variances in the composition of Career Service er-i its dispersion* 
geographically and occupationally* of thoir pe::*?sonnel will roqui:?*e 
the der^jOjsnent by the fiarser Services of internal ©p-sratiisg pro- 
cedures to fit their needs » Howsveiy the of this Hsr&ibook to 
cset the frame of reference for the operations of Competitive Svaluattan 
Panel® of all Caroer Services will provide a desirable degree of 
Agency-wide uniformity ir. promotion adrdniJStrsdiion* 

Policy and Procedure® on the Competitive Prcspot ion Program 


ere set forth in Hegulatici 


CSoscpetitive Prono' dv*n , 


25X1 A 
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guide for ooi-ffmiOT mwrsoR panels 
I* PTCBQDUCTM TO THE COI-SETiriVE HiQKOTSQB 3!3« 

High esprit do corps of Agency Personnel depends to a considerable degree 
upon the achievement of a fair and off active promotion system vMch idll earn 
and retain the respect of all members of the Agency# The Agency fc’is adopted t’ni 
competitive evaluation promotion policy with the ato of ensuring e isxmmci equity, 
objectivity and impartiality in promotions# This program is based to s®-:- extent 
upon characteristics of the various promotion systems in the Foreign Sorties 
Corps of the Department of State, privato business and the Military Services* but 


is specif ic&lly designed to meet Agency objectives of building and maintaining a 
Career Staff of high caliber# Its chief characteristics arc: 

A# Performance I-feaftttransnt s 

Appraisal of the eaployse ? s value to the Agency in ten&s of tho 


quantity and quality of the work he has perforat'd and hie conduct, 
skills, porscrislity, potentiality and value tc the Agency* A con- 
scientious effort is saade to record, via the Biographic Profile cud 
Fitness Report, complete, factual and objective information regarding 

each individual# 

B* B fltaql Opportunity for Advancement within a Cury-r Service : 

Every employee eligible .for promotion £s iS^w ia/ annually, 

(b) by an impartial Competitive Evaluation P&neX and (c) in 
co mp arison with every other me&bor of the easse grade and occupations! 

category within a Career Service# This system -differs from usual 
Civil Service practice where promotion depends rigidly upon the gradso 
of job to which the individual is assigned* 
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The relative standing of the person rated depends on group judgment* 
Th© Fitness Report contains the opinions of individual miporvisora 
and reviewing officers? the annual competit5,v© rating represents the 
consensus of a group of experienced senior s asmbers of the employee* 3 
Career Service with respect to the employee’s merit for promotion in 
comparison with his contemporaries* The objective i- to ssako the pro- 
motion genuirtely free from favoritism and bias. 

D. Sufficient §3 £Xi&L &L S& 

The promotion system requires that personnel serve long enough in. 
each grade to provide a basis for a thorough evaluation of their 
performance at the grade level* This is accomplished by establishing 
mini ma periods of service in each grade during which personnel are 
not in the sons of consideration for promotion® 
it^on of Merit by Mvanoe?sent : 


E 





nrevot.o those '«fro are 


In each grade, t^e n 

ranked highest . provided th« 3 r v qualification© c *.n 

utilized to advantage at the next grad© levd « In other irordo, tfea 
available promotions will go to those found by the Panels and Hoads 
of Career Ssrvicss to be the most competent and valuable to CXA 

n# the (pm’mrm vmmmt moems 

A* Function vrt.QmpoMfaxM 

Panel Competitive Evaluation of all employs®* eligible for promotion 
on th© b asis of their perforEsncs* acceptance of Career Staff obllga* 
lma 6 oualifications^ and value to the Agoncy is the most critical 


Aw 



The product of Panel action if-2X 


consist of a list of asaptaysas ranked in order of merit for prosao- 

^proved For Release 2000 / 08 / 30 : ciAtton-oJ0oiRci|ihe)oii88i-iOf the Head cf tbs Career Service in making final 
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promotion racozsniendations . The list will include the employee*? tfco 
Panel considers to merit prosoiion at the time of Panel action within 

the numerical limitation which may be prescribed by the Head, of tbo 


Career Service. Panels will bs comprised of a minimum of three members 


of the Career Service concerned , senior in grad.® to employees being 


evaluated, and appointed by the Head of the Career Service to serve for 
the period required to evaluate all eligible employees in the grade groups 
and competitive area(a) assigned. 

B. Information * »«* b7 

1« listing of all personnel in the eons of consideration for 
promotion in the grade level to be evaluated# 


2* Listing of personnel reeonsmended for promotion (in order of 
preference whenever practical) by Senior Supervisors. 

3. An indication of the number of personnel to bo on the final 
rank order list may be provided the Panel by the Head of the 



he would direct a somewhat larger number of personnel to b® Turned 
since it may be anticipated that some individuals on the rank order 
X list may not be promoted if their qualifications and experience 
\tfara seen that no suitable assignment of the higher grsds i n avail- 
able or likely to bo available in the future# 
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4* Biographic Profiles (Attachment X) or m equlvales nt, | 

of service and performance of each employee sons *t [ \( ft /fi 

5* Pex^naxSiterview, whenever feasible,, of 

supervisors, or others having knowledge of th® employee# being 
evaluated* The importance of Interviews of persons in .grades Cr3«lS 

i 

and above particularly is stressed* j 

v*{gm rgjsa Bjfe. gfrqtoff? fia Panel co nsideration in 

a* One of the chief considerations in competitively evaluating 
employees is the performance factor - how well has the job 
been performed - the quality and quantity of wsric done* ?r 
th® Interest of rendering ma sdssom equity In judging this 
factor, Panel Itabers should boar in sdnd th® of the 

job performed by employes© being ev&lisated*. 0th«rt4.a©, it 


may happen, for ©sample* 


forming work of ja lower level 


ntr- 



y6i.O:ILVLt,v' VBJ-i. 


and be tjfcsrcos an employee assigned to a 


position 


,_j my nerf< 


td.tb only minimal 


acceptance fend be rated too lok* Thus, Fitness Reports and 
comparable ratings become sure aeasiihgful when considered in 
relation to the characteristics and love! of the job perforated* 
b« In addition to past and current perfonnance, the potentiality 
the individu al las demons tmted for the parffwranane® of js&ts 
difficult and responsible duties In the future its jwportanc* 

Fitness Report ratings or? this factor and records of perf ormance 
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C5b if, ee&aaon crltdeifisrcf probation panel systems* is 

tend to sk-js® employees reluctant to t-£ke teaTotetsva* out 
instead. e^pXoyoas assy be inclined to conform crhrlr’Vly to 
prevailing ©pinion* Sines this teoioftcy -tffc&d *v 

..the tm£b system and the effectlveneaft of the ^a' l. 

every effort mast be made to give due credit to employees; 
vjIk* have shewn themselves capable of ■r»cmr , d independent 
judgment, creative work, self-raliancs and t ; .® acc^ptano^ c-a 
unusual responsibility* If the initiative ox an employ 
has led to eon® difficulty, he ohotsld not be »swr&l.y julged 
because a calcndl&ted risk did not tfork out if s- 
line of action lets* wHhsMIe* Similarly, f^.eX labors 
should be wry of anjj&cyaes who restrict their output In ord^r 
tc concentrate on a few work products Tot the purpose of 
receiving special eoB*ner.datiQ&s + 
d« Extra care should be taken, to deteredn* the isorit for pro- 
action of employees whose duties give them opportunity for 
comparatively little substantive output which can be msMlr 
evaluated 9 or whose duiios and performance cannot, tor {security 
reason*, be completely fostamted. SJadlsrly, «pfoayw* 
engaged In training assignments snst bfc given full considerable.- 
for their efforts in the ligni of theii* reported accom^isfl^'i 
during such training* 
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@» In evaluating the performance of employees performing 

executive or supervisory duties, it is stressed that principal 
consideration should bo giver*, to the demonstration of rmrzge- 
ment skills. Factors in this connection are the demonstrated 
abilities of an executive or supervisor to plan and organise hie 
unit, establish sound policies* train and supervisa oaspl oyoss, 
and achieve efficient operation anti accomplishment of required 
objectives* 


2o Ac<geptanco of Career .Staff. Qbliggtlof ?. 

A factor Which should bo given ccnsidorablo 'weight is the willingnosc 
of tlie employee to meet^ Career Staff obligations* Thir my be 
pUfied by acceptance of assignments to Isolated or hardship ystibG* 
undertaking of specialised training which may lead to protracted 
periods of service in difficult or unpleasant areas of the world ®r&. 


in general, by a demonsftr&ted willingness to put the nosds of the 
Agency before personal preference or conv&iiiencn* 


3* Value oft 


JgJmss -fr-T 

AtAOs^ ^ 

reloping and Ico e ofawlt hQ z^cm.:*3& nnt&g? of 

personnel in fiVl linos of work is a problem with Which all organi- 
sations must, contend* The major objocti^^of the Agency Career Program 
Includ^^Q^MAM^areer Staff Members a braa&ar base of training &hd 
experience to increase their versatility and. assignment potential as 
%^n tl^iiaWPliH^-dov^oping *taRr employees in highly specialised 

fields « In competitively evaluating esiploysos for promotion, ecnsid^raM 
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Should be given to th® present valu© of the emp! to the 
Agency, end, a© best as can be determined, his ] ^tsntial ussfulnees 

i 

in the future* Of pertinence to value of an ©m; loy^a to the 
Agency is a consideration of possession of scarce occupational 
skills and «xpsrt@nc© which are difficult to replace ar.d which 
rosy have required arduous training or unpleasant assSgttsients for 


their acquisition# 

Im&h StJjSKtirSSL 

Length of service In a grade level (beyond the ndnistiE tins 
reqoireaaant) shall bo a factor in the evaluation of an e»p3tfyee*s 

{/y - 

record that promotion must be earned by mr5X^Xcv.z 


perf arcane© over a sufficient period of tiro v Agency experience 

at lower grade levels as toell as experience gained pries* to entry 
> 

xlth CIA should bo evaluated on the basis of applicability to an 
Agency career* ^withstanding the usual length of service roeuir*v 
nasnfcg, it la important to keep In wind that no employe© should bs 
nKted lower than hia perforsaance merits simply because of th© 
of hia last promotion* To dc so might penalise unusual effor 

V 

talents as well a# enhance tlie chances for promotion of those v.-hose 

principal <*1*4-^ is that of seniority* 

TSic degree to ^hlch an cnplsyae ©sceods' th© sdnlssss staaidsrdc of 
experience, training, and education is of pertinence to his evaluat? 
providing the type of experience, training and education is cf 




• r* 
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deiaonstrated usefulness in connection tilth the espl oyoo r a wrk 
and probably future utilisation^ Personal elmraet©ri»t5v-r. sU 0 i.*Xd 
similarly bo evaluated in terms of the application to current and 
prob&h3e future assignments*. 


6* Stb^Congid|g^aana 


&« Gar© should be taken to ensux*e that individuals ei-rr.rfly on 


assignments overseas or atlfeeraice outside h 


t 9, _-T «, yJ w - «, ~t*. ' 




given equal consideration for promotion and an not penalised 

^>rv AV 

by their non-availability for interview ^ t;& pvblvv 
currant documentation of performance* 


b* In evaluating employees whose record* ro.C3.act airors® report* 
or criticism*, car® should be taken to detearadne vdaetfcar the 
adverse amtorial has ba«n out-dated by *}we rseeni .faveirrlwLe 
performance « (living unduo weight to paat reports of defects 
which an employ©© ha* corrected may create an unjust permanent 


handicap to Ms career* Thus, Panel* must be ae ssanoitivo to 


records reflecting improved pex'foMme* m they are to those 

which reflect deterioration^ 

c» Panel Meiabers* personal kno^eOge ©f ass iidi-vidual should net 


be given undue weights Hetraver* if & Panel Member, thremgh 
personal experience or otherwise, is oogplmit of pertinent 


. inform 
fl availabl 


ha jslm! 



■nr*;’*;- TJWt, 3; 


.?.OiT 


siber should disqualify hii£ : 

self from ranking any candidate whom "m csn.iot objectively • 
evaluate due to close association or strong personal feelings* 
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d« Whenever competitive evaluation establishes ©nployaeS* 

as essentially equal* it .is appropriate that Pans! Hesabars give 
added weight to consideration of age, length of qualifying ex- 
perience and general background* 
erf Sttj»E S ‘ 

All eligible eaigiLoyees reficaunsnded by Senior Supervisors •will, bn 
by Panels for final ranking for promotion* Ti&Ti> rs . ms 
(B iographic Profile or equivalent) will bo given a prelin&iia*# revis:-:. 

%r&"T 



3 o ..Interviews will be conducted of employe©®, their «xtpervi«t>3.^ yrd 




others having Jmcrwledget of their work^£ 


quhanewr fe^i'blo* \ This *teo 


is particularly' desirable for consideration of oasi&sysea in G$-"12 

and above® 

4®- Each Panel .■•SaEfcsr will rank all employees (preliminarily eeleeisd 
as above indicated) independently after coinpLetien of the rev&air 
of Biographic Profiles cr equivalent gufianary of service and per- 
romance, arid the completion of Panel discussios no or interview* 
5* Wide discrepancy in Panel S-Wbor rankings on any srapleyao will be 
discussed and jaoro information obtain ad if necessary* Thereafter* 
Panel Member# iaay adjust their individual rankings* 
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The final ranking list will bo computed as & composite of intlividusl 
rankings with squ&X wight being given to each Panel l£anbea*«tt 
judgment* The individual rankings for each employ©© ^dll be totaled, 
and the final r wk&xig ’till be determined by listing the employ©© \dih 
the lowest total ranking points first, the employe© with the .second 
lowest tota3. of ranking points, ssoand, etc* 

EXAIjHg 

4, b* c. cL *>) 


Panel &osfoe,r_l 


1 

2 

3 

4 

5 


d 


Panel l-^^ber 2 

c 

b 

a 

d 


19J. 5Wi»C? 
* 

a 
b 
c 

«5 

d 


<af L Ffci&I Itok Order of ^iff yees 
■Flnal-Ranldag j^.oysep 


1 

2 

3 

4 

5 


a 

c 

b 

e 

d 


Total Points 

5 

6 
8 

12 

14 


7» if the final ds & cj psc&ds 'the R%txdx*v53fc of fOK* 

promotion imriTEt by the Head of the Career Service, the list 
will be adjusted accordingly and forwarded to the Head of the 


Career Service for Ms use, 
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Tho Office of Personnel will be responsible for the prograa oi 
preparing accurate Blograpiiic Profiles of psrscnr.el to be 
Due to the volume of work involved, participation by Pareormel 
Officers, Career Kan&gssiont Officers, and employees in this program 
will be necessary, Additionally, the Office of Personnel will proviso 
clarification on promotion procedures, and furnish listings of perstr-:^: 
in the son) of considor&tion, qualification roquirszsMsnte for specific 
positions or linos of work, and position evaluation information© 

IteJ Officers, .of. -the .Car cjgr_.o^ii.o^t 

important responsibilities of Career Jfeage&ent. Officers will bo 

the provision ©f Secretariat support to Cssap-cti . { i ,i.v g .Li<» lou^uat ic r i 

Panels, the obtaining of inforsaatlon concerning esployucs being evaliu-t" 

before or during Panel considerations, and soridng as a point of 

liaison between the Panel and Senior Supci- /ioorct 

BEJ&graoansl .omewa and AdcdrAstrati^ 0mo ^;j..,to , Op^gbl;a . 0r::^ -.;i 
Personnel and Administrative Officers will b-s rsirpcn&ltie 
that Hats ©f personnel rececsnendcd for promotion by Senior Supervisors 
are provided to the Panels and till assist Senior Supervisees in this 
regard© They will participate with Office of Personnel in developing 
Biographic Profiles or the equivalent for Panel usa* 
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